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Meeting Objectives:
At the end of this meeting, participants will:

1. Define performance targets for GHS/NTDCP financial management system

2. Identify challenges and bottlenecks to achieving performance targets

3. Develop performance achievement plan and roadmap for  measurably improving performance
Meeting Agenda:

	Day 1: Tuesday, June 19, 2012

	Time
	Agenda Topic/Activity
	Facilitation Led

	8:30-8:40
	Welcome, Introduction & Background
	Isaac 

	8:40-9:00
	Agenda , Objectives  & Process overview 
	Kingsley 

	9:00-11:00
	Step 1: Group work:

Definition of FMIS Performance targets
	   Kingsley 

	11:00-11:15
	Snack Break

	11:15-12:15
	Step2: Sub-group work

Conducting participatory assessment – Working through the Maturity Model 
	Isaac -Group A
Kingsley-Group B



	12:15-1:15
	Lunch

	1:15-3:45
	Step2: Sub-group work

Conducting participatory assessment – Working through the Maturity Model 
	Isaac -Group A 
Kingsley-Group B



	3:45-4:00
	Snack Break
	

	3:45 – 4:45
	Step2: Group work
Presenting Sub-group Assessment –Score review 
	Kingsley 

	4:450-5:00
	Wrap up & Feedback
	Isaac Asante

	

	Day 2: Wednesday, June 20, 2012

	8:30-11:00
	Step 2 – Process mapping, gap identification, and prioritization 
	Kingsley 

	11:00-11:15
	Snack Break

	11:15-12:15
	Step 3 – Group work

Developing a Performance Achievement Action Plan
	Kingsley

	12:15-1:15
	Lunch

	1:15-3:15
	Step 3 –Group work

Developing a Performance Achievement Action Plan (Continuation)
	Kingsley 

	3:15-3:30
	Snack Break

	3:30-4:00
	Dissemination of Action Plan to BMCs – strategy development
	GHS/NTDCP

	4:00-4:30
	Evaluation, Feedback, Wrap up & Next Steps
	Isaac Asante 

	4:30
	Hotel Group program on team building (part of the package)
	

	Day 3: Thursday, June 21, 2012
	Departure after Breakfast

Safe Journey


Participants Guide: 

END in Africa (END) Institutional Capacity Assessment and Planning Process 

 1.
Introduction

The END Institutional Capacity Assessment Process is a self-reflection, diagnostic, and planning process. This document describes the main activities that will be implemented as part of the two-day institutional capacity assessment planning meeting.  This participatory and practical process enables the NTDCP to ask and answer three critical questions relating to the Financial Management Information System (FMIS): 

•
Where do we want to go?  

•
Where are we now? 

•
How do we get to our target destination?

The GHS/NTDCP is embedded within the Ministry of Health. The aim of this exercise is to focus on improving the financial management performance of the GHS/NTDCP.  We will discuss general organizational structure of NTDCP and how it sits within a broader structure of the GHS; and how key functions to making the NTDCP operate sit in other divisions within the GHS.
For the purpose of this exercise, we will define the NTDCP as a complete organization with staffing along the Administrative level structures within the GHS-thus, National level, Regional, and District levels. The above administrative levels are organized as Budget and Management Centres or Cost Centres (BMC) for purposes of administering NTD program using both Government of Ghana and Developmental Partners funds.
The focus of this exercise is on FMIS and NTD Programs within the GHS operational set-up. 
There are three distinct steps of the Process:
STEP 1)
Shared future financial management systems vision for the GHS/NTDCP and performance targets the NTDCP will aim to achieve within the next 6 months. 
Step 1: Where do we want to go – Setting a FMIS vision and performance targets along the lens of capacity domains pre-determined by GHS/NTDCP.  The first step in the process is determining where you, as NTDCP, want to go with your financial management systems.  We will start with your mission or purpose statement with respect to the financial management system, and then think about your strategic mandate/programs.  
Specific questions to be answered include: 

· If we were not doing our job regards to financial management, what would happen to the NTDCP? 

· What are the expectations of the financial management system to ensure that the NTDCP functions? 

· What financial management targets must your programs meet in order to be sustainable long enough to achieve your overall mission? 

Answering these questions will help you determine what the overall purpose of the financial management system is within the NTDCP and what your performance targets might look like. 

As a group, you will also begin to think about what “success” looks like: 
· How will you measure success and how do you know you have achieved it? 
The performance targets should be SMART – identifying indicators to measure the target can help you refine the target and make sure it is clear and achievable.

Key Tasks:   
· Discuss overall programmatic vision and goals of NTDCP
· Answer specific questions to help you understand why the success of the financial management system within NTDCP is critical and what that “success” might look like. 

· Define financial management performance targets
STEP 2)
A baseline measure of the NTDCP’s current capacity of financial management systems across the following elements of sustainability; and along the lens of key NTDCP activities. 
Once the performance targets are set, teams will work together to map themselves against the performance targets. They will do this through the use of a maturity model.

The benefit of using stages of maturity on a continuum, rather than a simple assessment checklist, is that it generates the kind of discussion that will encourage self-reflection and comprehensive understanding of how key players within the GHS NTD Program view themselves. It will help NTDCP and its associated department and units go beyond problems, to focus on solutions and performance targets. 
2.1 Overview of the Maturity Model

The Maturity Model covers different Domains –each of which has a series of Maturity Parameters that reflect key programming or operational functions that are based on best-practice financial management systems. Each Parameter is associated with a continuum or spectrum showing four Stages of Maturity (basic, developing, advanced, and leading).  

As a BMC, you will map your current state along the Maturity Model and assign a Score to quantify your stage of maturity.  Next you capture the reasons for your score in the Justifications column.  In the Gaps column you can add additional comments to document the specific capacity gap(s) that would need to be addressed in order to move to the next stage or progress within the current stage and meet performance targets. After you score all parameters in a domain, start to think about which parameters in the domains are of highest Priority and will most closely help you achieve your performance targets.  This will help you prioritize which areas to focus when you develop your Performance Achievement Action Plan.  
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2.2 Maturity Model Stages 

Your BMC’s capacity is complex and dynamic; it may be high in some areas and very low in others, and it may either increase or decrease over time.  Similarly, the stages of maturity, presented as a spectrum or continuum rather than a checklist, are also dynamic and complex and allow for different levels of development for different parameters.  The four stages are broadly summarized below, reflecting how aspects of the capacity domains are linked to the financial management systems of NTTDCP.   For instance, what does “Governance” mean within the Financial Management system.
Basic: In the Basic stage, NTDCP’s financial management systems and processes are typically non-existent or very nascent.  Leadership has weak or no vision and foresight.  Individual capacity is very low or completely lacking.  The NTDCP is not engaged with staff, volunteers, donor partners’ organizations, stakeholders both within and without the MOH/GHS, or its external environment.

Developing: In the developing stage, the BMC demonstrates some elements of systems and processes, but they are not fully functional (e.g. incomplete, or not widely known or adhered to within the centres/programs).  Leadership is attempting to become more forward-thinking.  The steering committees, staff, and volunteers have the basic capacity they need to implement their day-to-day tasks.  There is minimal level of engagement with stakeholders.

Advanced: In an advanced Program, systems and processes are fully functional.  Leadership has long term vision and foresight in many areas.  The steering committee, staff, and volunteers have high capacity and are able to take on new tasks and look for opportunities to develop professionally.  The program is fully engaged internally (with member organizations and volunteers) and externally (with community and stakeholders).  

Leading: A leading Program is realizing the benefits of its systems, vision, high capacity, and engagement.  The Program is able to adapt to a changing internal and external environment and its high capacity has an impact on the bottom line – in terms of cost effectiveness, member satisfaction, operation efficiencies, financial viability, or program effectiveness.  These changes reflect the “outcome” level indicators of capacity development for each Parameter.  

2.3
Scoring

For each Parameter, there is a possible score of 0-12 based on the stages of maturity across the spectrum. Scoring progresses in increments of 1, based on whether you feel the Program is at the low, middle or high end of a maturity stage. Scores for basic stage range from 0 to 3; developing stage scores from 4-6; advanced range from 7-9; leading range from 10-12.  

2.4
Justification and Evidence Base

The Justification column gives you an opportunity to justify your assigned scores for each indicator. This column lists various documents, systems or processes, or outcomes/examples that should be in existence to show adequate capacity in a particular area of assessment. The list is not exhaustive and you are able to provide additional reasons and evidence as necessary.  This exercise helps you keep scores objective and grounded in reality.

2.5
Capacity Gaps
The Capacity Gaps column should capture weaknesses, capacity gaps, and other areas for improvement that you must address in order to move to the next stage of maturity, increase your score within a stage, or achieve your performance target.  This information is the basis for the Performance Achievement and Sustainability Action Plan.  In the work planning step, you can develop action steps to address each of the capacity gaps your prioritized.  

2.6
Prioritizing Capacity Gaps to Address
After you have assessed all the parameters in a domain, you must collectively decide which parameters in each domain are the most important to help you achieve your performance targets. These will then be addressed in your Performance Achievement Action Plan.  You can use the following criteria to help you in your prioritization process.  

•
Relevance: Which parameters are most closely connected to the Performance Targets?

•
Impact: What will positive impacts will the Program or Budget and Management Centre experience if you address the capacity gaps in this parameter?  What negative impacts will it experience if you don’t address the capacity gaps? 

•
Time: How much time is required to make a change in this parameter?  Is it something that can be addressed in the next 6 months?  Do other changes need to happen before these capacity gaps can be addressed?

•
Stakeholder involvement support:  Who are the main stakeholders that will be involved in addressing the capacity gaps in this parameter?  What level of support is required to make a change?  Does that support exist? 

•
Resources: What resources are required to address the capacity gaps?  This might include human resources (time, capacity), funds, tools, or external support.  Does the Program have access to these resources?

•
Ability to change: How easy or difficult will it be to make a change in this parameter? 

After you have selected the top parameters for each domain, the facilitator will pull together a full list of prioritized parameters that includes the maturity stage and the capacity gaps to address.  You should review this list and confirm which ones you should address in your action plan.   

Key Tasks:

· Go through each domain and parameter and discuss where on the maturity NTDCP financial management system lies 
· Score the stages of “capacity” against each parameter: 

· Stage 1 (lagging) – Stage 4 (leading)

· Document the discussion and the reason why you collectively marked each parameter at the given stage: what is the justification and evidence base?  

· Discuss and document what gaps exist to improving the stage of capacity for each parameter, focusing on: 

· What needs to change to improve the ranking?
· What is needed to help us achieve performance targets?
· Once all the parameters are completed for each domain, go back and prioritize the parameters based on what you think will help you most effectively achieve your performance targets. 

STEP 3) How do we get there? Creating a Performance Achievement Action Plan
The Performance Achievement Action Plan serves as the work plan to address capacity gaps and achieve performance targets. Based on the identified priorities, you determine the most effective allocation of time and resources. You decide what you can realistically achieve within a specified time frame. Based on these decisions, appropriate actions and events are identified to address identified gaps, required resources/support is identified and a suitable timeframe is developed for each event. The plan is dynamic and is updated as the Program moves across the maturity model continuum or new gaps emerge.
	Parameter
	Capacity Gap
	Objective
	Action Plan
	Responsible
	Means of verification/Output
	Output

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


The facilitator will have pulled out the prioritized domains and parameters from the previous day. The first step of the team will be to validate that these are in fact the most important parameters that, if strengthened, would help you achieve your performance targets. 

To help facilitate this activity, the team will also discuss a process mapping to see where bottlenecks in the financial management system are having an effect on the performance of the NTDCP financial management system. The facilitators will walk you through the process map, highlighting where capacity gaps have been identified in the system (based on your discussion the previous day). 

The process mapping helps to really get at the root cause of the why performance targets are not being met. This also helps the team stay focused on the parameters that are most relevant, and realistic, to help get closer to achieving the performance targets. 
Working Templates: Attachments
•
GHS/NTDCP Performance Targets and Performance Achievement Action Plan: WT 4.1
•
Maturity Model worksheet: WT 4.2
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